
Webinar Question Webinar Response

1 Refering to the definition "rewarding them in part or 

whole on the delivery of outcomes"... is this typically 

a bonus payment, or payment of full contract value? 

The reward basis can include any of the above mechanisms including clawback where 

performance has not been achieved. It is imprtant that the proposed reward structure is 

made clear pre-procurement and that KPIs are clear and agreed. It is rare that payment 

is solely based on outcomes as often these are not compeletely in the control of the 

Provider.

2 In a contract / client situation, why would you offer 

something that the client hasn't asked for? The client 

would rightly expect that there is a real cost.

Provided that the procurement process allows for it vendors always have the option to 

provide costed options where they believe these will offer the Customer additional 

benefit. There is the risk that the cost will be added to the overall price and the additinal 

value as seen by the Customer will be less.

In Outcomes Based Procurement vendors can use the pre-procurment consultation to 

identify benefit areas outside the scope of the currently envisaged solution and so help 

the Customer change the view of the requirement. This is advantageous to the vendor 

especially if they are more efficient than their competition in providing the solution in the 

suggested way. The question for the client to decide 'is the extra cost justified by the 

additional benefits they will recieve ?

3 Do you need more resource and hence more 

funding to deliver a project using outcome based 

procurement? The additional upfront and then back 

end resource load slide illustrated this...

A goverment report into the cost of competitive dialogue (which is a formal outcome 

based procurement process) showed that the cost of procurement wwas typically 1.5 

times and the cost of selling 1.75 times that of a traditional procurement. 

Overall the impact will not always be so great using less formal processes eg 

Competition with Negotiation but overall expect to invest more pre-procurement and 

also more post-award in order to assure performance.

The point was also made that the types of resources employed by both buyers and 

seller will be different and the approach is far more collaborative and consultative.

4 You said that projects deliver outcomes; benefits  

are the domain of portfolios and programmes. How 

does that reconcile with a client who has one project 

to deliver - how will the benefits be managed for a 

stand-alone project?.

Project Managers need to be aware of the intended benefits to be delivered post 

project and identify both leading and trailing indicators of benefit achievement. 

Decisions taking during the project should  focus on leading indicators as well as 

milestones and project performance. In a single or  standalone project both leading and 

trailing KPIs  can be used to monitor benefit delivery.
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5 How do you balance short term benefits versus long 

term benefits re future work, relationships?

In the award criteria for the procurement decision the different outcomes can be 

weighted accordingly and can be advised upfront to potential bidders. It is therefore 

important to be clear what outcomes are required and in what timeframe and the 

relative importance them. Also from a price or cost perspective the whole life cost of the 

procurement decision should be calculated used to inform the decision to award the 

contract.

6 Is this more 'Agile' in it's approach? The pre-procurement phase certainly has some of the attributes of Agile in that it 

focuses on deliverable outcomes and is collaborative and consultative, especially in 

involving stakeholders. However it fails the strict test in that it does not prescribe an 

iterative approach nor does it use timeboxed "sprints" to manage delivery. 

7 To procure you need to know the "quantities" before 

procurement starts to obtain a good price by the 

third party supplier. At the moment this is done on 

an " on the fly " or in progress?? What do you 

recommend to do for effective procurement so that 

'outcomes' are achieved with measurable quantities 

where does this measure start?

In the pre procurement phase the scope and expected "volumes" will be known and 

stated; although these can vary as the view of the solution is refined during market 

consultation (see next question). The Buyer is  not necessarily buying 'volumes' of 

outputs, but outcomes expressed as measurable success criteria. The KPIs and reward 

structure will also be defined pre procurement. 

Market consultation allows both buyer and seller to refine their expectations about what 

the best measures are and the targets against which they will be rewarded.  This allows 

bidders to make rational calculations of volumes and their effects, if any, on efficiency 

to decide a competitive level of pricing. 

8 How "expected" can be the unexpected value? Why 

are we using the word "unexpected"?

It is often the case that the full scope of solution is not defined. There is therefore the 

opportunity for for bidders to identify additional benefit areas, especially during the pre-

procurement phase. Contrast this with specification driven processes where the 

creativity of providers is excluded from this part of the solution design. 

9 If you do everything before tender then it is scope 

not additonal scope and everyone has the same 

'cost' to consider.

See answer to Question 2. Not all suppliers will have the same efficiency in providing 

the additional scope so the costs and therefore Value for Money may be different 

between suppliers.

10 How do you scale this opportunity as part of the 

procurement process for large and small 

organistions?

That is an extraordinarily good question. In contrast to the project management 

approach to tailoring around management themes an approach could be to tailor based 

on Size  (of the project or proposed acquisition), Strategic Importance, Risk and 

Business Case. The items that can be tailored would be Process (rigour, formality, 

gates etc), Detail (in documentation, plans etc) and Sponsorship(Levels of Approval, 

Stakeholder representation). That would enable an approach appropriate to each 

project while complying with governance requirements appropriate to the organisation.



11 The above question related to the chnage to the 

traditional T/Q/C triangle

Understood. See answer to Question 8.

12 Would love to see a definition to outcome-based 

requirement.

 DEFINITION of Outcomes Based Procurement : “selecting a Provider on their 

capability to deliver against defined outcomes (success criteria) and rewarding them in 

part or whole on the delivery of those outcomes”.


